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Abstract 
Purpose: As innovation becomes more and more essential for the survival of an 

organization, many innovation policies have to be implemented. In this thesis, what 

can go wrong during the implementation of those polices is recorded and also 

explanations of why these failures can make the goal of innovation harder to be 

achieved.  

 

Methodology: The required data for this thesis was found from interviews of 

employees of Greek organizations. The data being collected was analyzed with the 

method of explanation building, that is first exploring the data collected and then 

building an explanation using the theoretical framework. 

 

Findings: The issues that can arise from innovation policies are listed and there is 

explanation of why these issues are causing problems in the organizations 

functionality and finally having negative impact in the innovation. 

 

Originality /value: The value of this thesis is to collect knowledge of what can go 

wrong and why is important in order there is an improved design of innovation 

policies. By this those problems can be avoided, and innovation will be achieved 

easier. 
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Body of Text 

 

1.Introduction 
 

Innovation contains the infinite changes in business activities, that they contribute to 
the organization’s performance improvement. (Rogers, 1998) Another, simpler 
definition is that it is the first successful use of the product or process from idea to 
use it (Dodgon, 1997). 
 
An alternative way of defining innovation is by presenting the innovation process. 
The first step is the creation process, where an idea will be evaluated and developed. 
Next, there is the function step where the organization will use the ideas and will 
create a new product, service of process. The step of sending the new creation to 
the market follows and then there is the step of growth the need of the new product 
or service becomes bigger. After that there is the maturity step where most of the 
market adopts the idea and the last one is the one where the need for the new 
creation is decreased and there is a need for a new product or service that excels the 
previous (Evangelista, 2001). 
 
Innovation is an important part of the function of an organization as it ultimately 
leads to a rise of its value (Szutkowski, 2016) which at the same time is the main goal 
of every organization. (Koller, Goedhart and Wessels, 2015) The rise of the 
organization's value happens due to that innovation can create competitive 
advantage (Trias and Kotler, 2013) and also it can lead to a more efficient 
organizational framework (Trott, 2008). 
 
For many years, being an innovative company was not usual and surely not 
compulsory. In the 21st century, changes in technology are rapid and often 
disruptive to entire industry sectors. As a result, achieving innovation in a company is 
a must and is linked to its survival and it is in top priority of the leaders of many 
organizations (PwC, 2013). Also, nowadays innovation is essential in order an 
organization to be competitive in its industry or to bring to life new business areas 
 (Wall, 2016). 
 
Many examples have been for companies that stopped to exist because they haven’t 
innovation as a key principle in their business philosophy. Kodak, the most famous 
example, the leading company in photography for many decades didn’t focus on 
digital photography that disrupted the industry and it was forced to move out from 
the industry. It is very difficult to know at first, which innovation will succeed and 
dominate the market and also a great effort is required in order the innovation to be 
implemented in the company’s culture. 
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Especially in the small companies’ area, it is essential to innovate because it is the 
only way to compete big enterprises and to gain market share from them (Linde and 
Ahlstedt, 2011). It is true that, despite the efforts to innovate, not all of the efforts 
will succeed due to the high risk that is included in creating new products or services. 
 
It is needed to change the entire business model in order to adapt to innovation that 
can happen to an industry, with the goal to avoid disruption. Business leaders can be 
unwilling in changing as their current model has success. This happens as they are 
not fully aware the opportunities or threats that may be arising (Clinton, 2014). From 
the above, it is obvious that the leadership style plays a crucial role to the level of 
innovation in the company. 
 
The benefits of innovation are profound such as it is a precondition for the survival 
of the company from disruption, an advantage over competitors that helps growing 
market share and also can lead to creating new markets giving a beneficial head start 
from other companies and many others. An organization, in order to gain benefits 
from innovative culture, must have some key features that affect all the personnel at 
all levels and also all its functions of management.  
 
Nowadays, big multinational organizations take the lead in innovation from smaller 
ones and also China and Japan are being more innovative than US and Germany. 
Also, 40 % of innovations are having a positive outcome and this happens to due to 
that there is a more slow and patient approach than before of the launch of a 
product, waiting to be perfected before making it public. Moreover there is caution 
on over-hyped technologies on their impact and a more careful observation on the 
under-hyped ones like energy grids and smart cities. Lastly, there is a common belief 
that challenges that innovative organizations face are getting more and more tough 
not only from the outside environment but also from the inside of the organization 
(GE Global Innovation Barometer, 2018). 
 

 

1.1 Problem discussion 
 
As shown above, the importance of innovation in an organization is undeniable and 
for that reason great effort should be given to make sure that is in the organization’s 
culture. Especially, companies that are well-established and are working without 
having innovation in their DNA is very difficult to change because of their structured 
operation and even more difficult when they are big multinational companies that 
have complex structure. Any efforts in changing the culture usually causes resistance 
(Viki, 2017).  
 
For managing into having an innovative culture, many steps need to be done in many 
different areas of the organization. An innovation management policy plays crucial 
role and it consists all the handling of all the processes that have to do with 
transformations in planning, in formation of ideas, technical implementation and 
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production of resources. There are two main categories of focus, first is making 
better operational systems of the company and second to enhance the service or 
product for the client (Ceira, 2016). 
 
Innovation needs to be involved in all three P’s of an organization, the people, the 
processes and the philosophies. Of course innovation is responsibility of the 
organization's leader, not only because that he has to ensure the embedment of 
innovation spirit in all of the organization but also with his behavior can contribute 
tremendously. Some examples of leaders are Jeff Bezos from Amazon and Steve Jobs 
from Apple (Dyer and Gregersen, 2013). They push their companies to be pioneers 
not only in their products and also in the way the organization is managed. 
 
In order a company to become innovative it has to build an innovation framework, 
with the help of related policies which are a significant part of the organization’s 
effort. The framework’s objectives are, first to positively affect the organization’s 
culture, to raise the engagement of the personnel and to help to the generation of 
ideas related to innovation.  
 
The innovation policies that have to be implemented would form the innovation 
framework and thus the innovation could be ensured. There should be policies that 
contribute in managing the innovation process and also in creating strategic 
alignment of all the involved parts. Also policies should guarantee the industry 
foresight is understood in the organization and also the consumer insight has its role 
in forming innovation. Moreover, the internal capabilities and competencies should 
be ensured to be present and powerful in order innovation is able to be created. 
Policies should exist to guarantee the organizational readiness and the ability of 
implementation, so all the issues and demands related to innovation could be 
successfully addressed. Sustainable innovation is very important to be a core value 
to innovation framework due to that it aids to the organization’s survival. From the 
above it is obvious that innovation policies that have to be implemented, have 
important role to to the success on the idea of innovation (Szutowski and 
Szułczyńska, 2017; Tidd, Bessant and Pavitt, 2005). 
 
Company innovation policies should be designed and implemented by taking into 
consideration some factors like the characteristics of the company and the features 
of innovation (Khansa and Liginlal, 2009). Also important is these policies can 
function taking into account the many different parts of an organization that have to 
cooperate in order innovation to flourish (Hull and Rothenberg, 2008). 

In every implementation of new policies in an organization and especially those 
regarding innovation, it is definite that issues will arise as the changes are 
fundamental and have to do not only with the process but also with the core 
philosophy of working. Those problems have to be at first recognized and then there 
should be a plan of actions in order to be eliminated. This will allow the new policies 
to perform at their best and the initial goal of innovation will be a reality. 
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1.2 Problem formulation and purpose 
 

If an organization’s top administration acknowledges that, it has to strengthen the 
innovation spirit or even to introduce it the organization, it has to design some 
innovation policies and then examine how and at what level each of them will be 
implemented. We will examine industries in Greece that were forced to change their 
pace to a more innovative one in order to survive from disruption 
 
The research questions of this thesis are: 
 
Q1: How policies that enable and intensify innovation in an organization cannot go 
as planned when they are applied ? 
 
Q2: Why are they failing their objective ? 
 
It is of great importance the above questions to be answered as nowadays more and 
more organizations are trying to make the transition to a more innovative way of 
working and as the necessary policies fail and issues are raised innovation becomes 
an unreachable dream.  
 
As it was reported above, the importance and necessity of innovation is undeniable. 
It is one of the most significant and complicated concepts that organizations face 
today and also is a crucial characteristic for success (Tohidi and Jabbari, 2011). 
Towards the goal of innovation, many barriers exist that cause stagnation and 
threaten the innovation efforts (García and Oliveria, 2012). Also, it is a fact that the 
successful implementation of innovation policy is directly linked to great innovation 
performance (Tidd and Thuriaux-Aleman, 2016). So, in order to have a significant 
innovation performance, by avoiding barriers and managing successful innovation 
elements there should be an investigation of the fail of implementation of 
innovation policies. 
 
The two case companies are of different nature, one offered services and the other 
one products. Company A that offered services wanting to broaden the market that 
served and to adapt to constant changes in the market decided to make innovation a 
core principle of its business. The type of innovation that it was dealing with was in 
forms of position and paradigm innovation. Position innovation is the type that 
includes changes in the framework in which its services exist and paradigm 
innovation is about changes in the notion of what the organization’s mission is (Tidd, 
Bessant and Pavitt, 2005). Company A offered its consulting services in big 
organizations and wanted to offer them also in small business and even in 
individuals. To achieve this, it had to relaunch their services and to make them 
accessible to smaller clients like selling standardized smaller and cheaper ‘’packages’’ 
of consulting. Also it had to find new ways to let the clients know about the product 
and access it, like consulting through internet. Lastly, the type of innovation that this 
company is dealing with, is the disruptive one which the company doesn't know 
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exactly what is the final goal and includes innovating the entire business model 
(Sattel, 2017). 
 
Company B selled products and wanted to differentiate from its competitors in order 
to gain market share or even create new markets. It was dealing with product and 
process innovation which include changes in the product and the way it is created 
(Tidd, Bessant and Pavitt, 2005). Company B wanted to enable innovation processes 
throughout the organization in order improvements on its products or even new 
ones come up so it can lead the market and it can stand out from competition. Also a  
type of innovation that is dealing with, is sustaining innovation where there is a clear 
idea of what is needed to be solved and what are the requirements to find the 
solution (Sattel, 2017). 
 
The thesis will present these problems and this can help leaders to identify a 
problem with the company’s innovative culture and moreover what they need to fix 
to get to the desired outcome. Also recognizing every problem and its effect can 
assist managers to prioritize what to correct. Another benefit of the investigation is 
that it will give managers the required knowledge in order to design an effective 
innovation framework and policies which will avoid mistakes stated in the thesis and 
the goal of the principles will be achieved. 
 
In conclusion, this thesis recognizing the importance of innovation, will give a guide 
of what and why can go wrong and will assist on making innovation easier to be 
achieved. 
 
 

1.3 De-limitations 
 

Product innovation is about changing the final outcome of the organization, product 
or service. Process innovation is about altering the ways that the organization’s 
outcomes are created or delivered. In this thesis we will examine innovation 
principles that are related to both of this types of innovation as they are both 
important in achieving the goals of innovation like creating value for the 
organization. 
 
Another way to distinguish innovation is through the degree of novelty they have. 
There are incremental innovation that are have minor improvements and there are 
the radical innovation that give substantial differences from the previous versions of 
the product. Both this types have their own importance to the survival of the 
organization and also both are outcome of certain innovation principles and thus the 
principles that are related to both of them will be examined. 
 
This thesis will focus on established companies that are trying to strengthen their 
innovation through the implementation of innovation principles. This thesis doesn’t 
include start-up companies as they don’t need to change their model of working to a 
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more innovative one, as maybe their only goal is to innovate and thus they are 
focused only there and as a result they don’t need special principles to achieve that. 
 
Some of the innovation principles that are going to be analyzed are identical in both 
companies and some have differences due to the different industry and size of the 
organizations. As the problems that are emerged and their causes have similarities 
the thesis will not distinct them. 
  
The current thesis will not analyze ways to fix the factors of innovation. Every 
industry, and every organization is different and the method and the wanted level of 
making this changes a reality differs substantially. For this reason, there can't be a 
general rule of how these fix can be a reality to every company and this thesis will 
not refer anything about that. 
 

 

 

 

2.Theory 
 

2.1 Ambidextrous organizations and innovation 
 

Ambidextrous organizations are the those that have the ability to both explore and 
exploit. In other words, organizational ambidexterity is the capability to aim at both 
incremental and discontinuous innovation at the same time. (Tushman and O’Reilly, 
1996) In order a company to ensure its present viability, it has to exploit existing 
assets and capabilities. Moreover, in order to succeed in securing its future viability 
it has to explore so it has the ability to adapt in changes of the market (March, 1991). 
Ambidexterity is also about dynamic capabilities which include the organization’s 
ability to combine, build and shape internal and external competencies in order to 
be able to adapt to a non-stable environment (Teece, Pisano and Shuen, 1997). 
 
Ambidexterity can be seen as a structural issue which means that it can be achieved 
by building dual structures with each one pursuing the two different goals of 
ambidexterity (Duncan, 1976). Lately, another view of ambidexterity is emerged, the 
non-structural which has to do with culture, framework, strategy and values 
(Eisenhardt and Martin, 2000). In other words, an ambidextrous organization can be 
successful to its goals by applying certain policies that will allow the two kinds of 
innovation to flourish.  

Towards the wanted goal of ambidexterity, the organization and its members have 

to fully comprehend the concept of innovation and its basic principles and 

prerequisites. By this, the suitable innovation principles can be designed and 
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implemented in order the organization to have the right framework and structure to 

achieve innovation and the ultimate goal of ambidexterity. In the rest of this chapter 

below, innovation will be defined and its basic principles and concepts will be 

presented. 

The most common definition of innovation is that it is the creation of a new blend of 

product, market, technology and organization, in which at least one part is new 

(Boer & During, 2001). Another definition is, that innovation is the introduction and 

implementation within a role, group or organization of ideas, processes, products or 

procedures, new to the status quo, that aim to benefit the individual, the group, 

organization or the society (Rosing, Frese and Baush, 2011). Some believe that 

innovation is a state of mind that constantly questions the current establishment, 

and this attitude results to new ideas, products etc. (Dyer, 2011). Kuczmarski (1996)  

has a similar explanation of innovation, that it is an attitude or a state that includes a 

constant engagement with newness. The importance for innovation is undeniable 

and it is a requirement in order the organization to survive as with innovation 

disruption is avoided and competitiveness is ensured (Sull, 2009). 

The easy answer of the question of what is the key factor of innovation in an 

organization is the RnD department. But is this true? Surely not, innovation starts 

from the top administration and reaches to the lowest level of employees. Leaders, 

of course, play a crucial role to the innovation of an organization as they guide and 

inspire others. They can implement procedures that promote innovation in every 

part of the organization. By this way every employee is encouraged to innovate and 

good ideas are generated at any level of the hierarchy and at every department 

(Dyer and Gregersen, 2013). 

 

2.2 Creativity 
 

Organizational creativity is defined by Woodman (1993) as “the creation of 

avaluable, useful new product, service, idea, procedure, or process by individuals 

working together in a complex social system”. Also, he considers creativity as a part 

of the notion of innovation. Dubrin (2013) adds to that, the thought that innovation 

comprises except from creativity, the implementation and commercialization of 

ideas. From the above, it is obvious that an organization, wanting to be innovative 

means that creativity should be strengthened and promoted inside its body. 

It is not sufficient having just human resources with creative traits but also they have 

to be encouraged to create by the environment that surrounds them. If this 

happens, then the new ideas will be transformed as results which will be useful for 

the organization and its future (Usta and Unsar, 2015). An element of creativity is 

seeing things with a different look than usual or thinking out of the box about an 

issue and then trying to implement the idea that adds value and its generally 
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beneficial to the organization. As Davis and Eisenhardt (2011) describe creativity as 

observing a problem, having an idea about it, acting with the idea as a guide and 

then having beneficial results. 

Innovation, hasn’t only the most common definition of creating something new from 

scratch. There are alternative meanings, such as doing something that already exists 

but with different parameters like different approach or addressing in a different 

market. Innovation is not exclusively related into creating a new product but also in 

the marketing area, the promotion, sales strategy and more (Paulsen, Callan, Ayoko 

and Saunders, 2013). It is apparent now, that this is the reason that the entire 

organization with all the departments included should have the innovation spirit and 

so the actions to achieve that, should be directed to the whole organizational 

structure. 

 

2.3 Open Innovation 
 

Open innovation is a concept that describes innovation that is formulated by internal 

and external influences despite the traditional view that innovation is generated 

inside the organization and then it spreads outside through the innovative product. 

Chesbrough (2012) described open innovation as the use of purposive inflows and 

outflows of knowledge to accelerate internal innovation and expand the markets for 

external use of innovation. So it is important, the organization to have the suitable 

framework that makes the external sources able to influence and then this 

knowledge to be combined with the ideas from inside. By this, a more complete 

knowledge base will be acquired helping making products that will have more 

suitable for the market. 

It is crucial for an organization to find ways to integrate knowledge in the concept of 

open innovation of a company. To achieve this five steps were presented by Wallin 

and von Krogh (2010). The first one is to make clear the process to all the related 

employees, so they will be informed about the reason and the way the open 

innovation will be implemented. Also the goal should be known to everyone, in 

order they know what is expected from the top management. The second has to do 

with the knowledge that is needed. There should be recognized what is needed to be 

known and then there should be a decision about what the sources of the wanted 

knowledge could be. The third, is the choice of the suitable integration formula of 

open innovation. A rule should be made about when an innovation will be 

outsourced or not, taking into consideration what is the most suitable each time for 

the organization. Also other parts can be outsourced like some routine tasks and 

some parts of the process. The decisions that are needed to be taken throughout the 

process and some problems that will be arised can be taken care of by external 

partners. The next step is about the formulation of capable governance mechanisms. 

There should be a guide about who can participate, what is everyone's 
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responsibilities, who has the power to make a decision when a problem arises and 

how conflicts will be resolved. With a detailed guide the process will flow sufficiently 

without any delays. The last step is about taking care of the balance between 

controls and incentives. Many will participate for promoting their career, or for 

gaining extra benefits and some for having the opportunity of sharing the knowledge 

in conferences or forums. 

 

2.4 Sources of Innovation 
 

Drucker (2002) categorized and analyzed the sources of innovation that an 

organization can take advantage of. He believed that most of the successful 

innovation doesn’t come from a scientist but from opportunities that arise.  

First, are the not expected occurrences like failures. Many think that a failure is 

destructive but can be a great opportunity. This happens because, having a failure 

and examining what went wrong can make clear what is needed to be done. It is 

important, reports to be made that include both successes and failures and by 

examining them many opportunities can be recognized. Secondly, sometimes 

expectations about something and the reality are not in harmony. When there is 

effort in achieving a goal and despite the progress the goal is unreachable, the case 

should be examined by thinking out of the box about what is going wrong. By this 

method, new ideas and innovation can come to surface and the goal will have more 

possibilities to be reached. 

Next, is the ability of recognizing the needs of processes and this allows into finding a 

way to cover this needs by innovating. The innovation has two positive outcomes 

first the need is fulfilled so the society is pleased and then the organization that 

makes it a reality is benefited in the business aspect. Moreover, in this century 

evolution of technology makes industries to rapidly change. The ruling companies 

are not flexible to adapt to the changes whereas companies with innovation spirit 

tend to follow the current and gain market share. Except industry changes there are 

demographic changes through the years, allows organizations with innovative 

thinking to adapt in order to cover the needs of the changing society. 

One more source of innovation is about alteration of perception of a phenomenon 

that can lead to seeing opportunities. This way of thinking unleashes creativity and 

enables innovative ideas to come to reality. Another source of innovation originates 

from new knowledge. Usually this type of innovation has big lead time, which 

happens due to that knowledge needs time to be transformed to usable technology, 

it requires many type of knowledge to be combined and takes time this innovation 

to enter the market. It is not easy this type of innovation to be managed as it needs 

careful steps with great caution before implementing it. 
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2.5 Leadership 
 

Transformational leadership as Dubrin (2013) explains exists when the leader brings 

fundamental changes to the organization he is responsible for. He achieves that by 

spreading vision to the employees and inducing his coworkers to think and act not 

selfishly but towards the prosperity of the organization. Visionary leadership is a part 

of transformational leadership due to that it achieves the creation on changes by 

offering vision that attracts and inspires his inferiors (Cambridge.org, 2016).  

Another form of leadership is the transactional which is in opposition with 

transformational, as it focuses on everyday tasks and accomplishments and it gives 

recognition to those who meet their standards (Dubrin, 2013). It is useful because it 

builds and strengthens relationships, it makes clear what is expected and it offers 

rewards for having the desired performance (Bass, 1985). From the above, it is 

obvious that for inspiring innovation the most suitable is the transformational 

leadership. Also, there is a clear distinction by Rowe and Nejad (2016) between 

visionary leaders and managerial leaders, who deal with everyday tasks and 

activities. 

There have been conducted researches that only the leader’s strategic vision is not 

sufficient to give the desired output in innovation performance of the organization 

Innovation also is based on the existence of various and independent teams inside 

the organization (Carmen, María de la Luz and Salustiano, 2006). Of course the top 

management has the responsibility to form the vision for the organization but it has 

to be communicated and separated to the staff by the managers. This has the 

consequence, that the employees feel embedded to the vision of the organization 

and it gives them meaning and motivation. 

With the transformational type of leadership, the employees are urged to join forces 

all together with the goal, the organization to achieve its goals. This happens 

because, they are inspired by the vision that was created by the top management 

and thus close monitoring is unnecessary (Daft and Marcic, 2009). The vision, after it 

has been formed, has to be communicated effectively to the employees and is the 

leader's responsibility to do that. The complete transformational leader looks ahead 

and creates networks with the staff and builds strong and deep relationships, making 

the task of transmitting the vision easier (Daft and Marcic, 2009). Also, he should 

manage to give them to understand the importance of having a common vision-goal 

and to create the suitable environment that can make them feel unified. 

Transformational leadership through its visionary components has positive effects to 

the psychological empowerment of personnel, on giving incentives and into giving a 

boost to innovation and creativity (Gumusluoglu and Ilsev, 2009). This type of 

leadership has in its core the evolution of the abilities of the organization which 

leads to constant innovation and changes in general (Seidman and McCauley, 2011). 
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Inspirational motivation is about the concept that leaders are inspiring and giving 

incentives to their employees by discovering new opportunities, offering challenges 

and by presenting and explaining a vision of the next era for the organization (Oke, 

Munshi and Walumbwa, 2009). Inspirational motivation is considered as an 

important part of transformational leadership and consequently of innovation. The 

leader acts like a role model for innovative thinking and the employees follow his 

actions and the way of thinking and as a result the entire organization functions with 

the same ‘’innovative’’ way. 

 

2.6 Rewards 
 

It is broadly known that people need incentives in order to give the greatest effort 

they can in order to achieve a goal that is given by others. Rewards is a recognized 

way of promoting creativity and innovation that is used by managers. It is a form of 

acknowledging employee’s skills and effort towards the desired outcome. Creativity 

that is being pushed by rewards has significant contribution towards on innovative 

performance (Eisenberger and Shanock, 2003). Rewards can contribute in changing 

the organizational behavior from a political based into a reward system related to 

performance and creativity, in which everyone that conduces to those factors is 

recognized (Edwards, 1989).   

There are many different types of rewards and can be categorized into two main 

groups the intrinsic and extrinsic. Moreover, the extrinsic into two types the non-

monetary and monetary. And the monetary into three categories the collective, 

variable and fixed (Chen, 1999). The extrinsic rewards can be given a certain quantity 

to an individual or in diverse quantities to a subset of employees. The monetary 

category is about offering money or in different ways than cash such as stocks of the 

organization. In the non-monetary category, some of the rewards that belong there 

have to do with career progression, training and development of the individual that 

is honored. The difference between intrinsic and extrinsic is that the first are 

personal and have to do with responsibility, autonomy etc. and the second arise 

from organization or people and have to do with money rewards or a satisfying job 

environment (Mullins, 2010).   

As mentioned above there are many types of rewards and selecting the suitable one 

for the right goal and time is a very important task. An organization have to have a 

well-designed system of rewards in order to achieve the maximum effectiveness 

(Sawyer, 2014). This contains a careful research and selection of the parts of the 

rewards system based on the desired outcome. Those systems that are properly 

designed can strengthen performance and enhance creativity in the organization. 
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2.7 Measurement of innovation performance 
 

Innovation as every part of the organization has to be evaluated, and to achieve that 

it has to be measured. Performance of the innovation in a company has to be 

measured so, there is a clear view to the top management about its contribution to 

the organization’s goals. Mankin (2007) in order to classify performance of 

innovation he pointed some factors that describe the type of effort the organization 

makes towards being more innovative. 

The first category of the factors is the measures related to the projects that have to 

do with innovation. The most known tools to perform the measurements are the 

return of investment, and the ‘break even’. It is very difficult to foretell with great 

accuracy from the start of the project and thought its duration but estimations may 

be useful. A mistake that should be avoided is to give much focus on financial 

measures and results as the main goal will shift on addressing the financial figure 

that were estimated and not on the project’s main goal. 

Another category is the measures related to processes. Some of those, are the 

number of ideas that are being investigated, the number of the projects that are 

running or the number of patents that were generated in a certain amount of time. 

There should be a blend of these measured activated in order to have a complete 

picture and also important is, the managers to understand that not only the quantity 

is important but also the quality. For example, there can be many patents generated 

in a year and only one could be commercialized and beneficial for the company. 

Also there are the measures of the portfolio that have to do with the estimation of 

the value of the projects. It is an assessment of how a project is related to the 

targeted portfolio of innovation or how many resources are spent in projects related 

to innovation. It is obvious that guessing of future values of ongoing projects has its 

risks.  

An important category is the one that is based on the measure of the results of the 

projects. The results that can be measured are the profit that was generated, or the 

market value was obtained from an innovation. Of course, only projects that are 

finished can be evaluated and not ongoing ones. This has the effect that these 

measure are not useful for future guidance but on the other hand the measurements 

are specific and easy to be obtained. 

 

2.8 Knowledge worker 
 

The term knowledge worker was found by Drucker and it is the development of the 

manual worker, which described the workers of the previous century that were 

occupied mainly with manual labor. One characteristic is autonomy in order to 
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decide, based on his own knowledge, how he will work more effectively, as he wants 

responsibility for his performance. Another is that he expects to be considered as an 

asset of the organization and not as a cost as the specific position that he occupies is 

his choice. Constant education is a prerequisite for knowledge workers as knowledge 

is the core of the philosophy for this type of workers. Finally, another essential 

characteristic is that constant innovation has to be the main focus and responsibility 

of the knowledge worker (Drucker, 2006). 

   

2.9 Innovation and learning 
 

Learning organization is ‘’the one that facilitates the learning of its members and 

continuously transforms itself’’ according to Burgogune and Boydell (1997). An 

organization that has as a principle continuous learning, has more supplies and 

motivation for innovation. Knowledge with a combination of learning and experience 

can lead into making a company innovation champion. Focus should be given in 

organizing learning methods for the employees and also in giving them incentives to 

learn. Learning can be from outside of the organization sources like conferences, 

seminars etc. but also from inside like scheduling training from more experienced 

members to more unexperienced. It is useful an employee not only to have sufficient 

knowledge in order to perform his daily tasks but additional that will make him 

broaden his mindset and creativity will flourish. The benefits are obvious and the 

investment of resources for learning is worth it and the positive outcome is 

guaranteed (Burgogune and Boydell, 1997). 

 

2.10 Business model innovation 
 

One type of innovation is the innovation of the business model, a framework of how 

the money are made, of the organization. Business model contains decisions about 

core principles of the company. Those are: 

- The identity, that is about the profile that it wants to be shown to the customers     

- The core resources, these are its internal processes, its strategic partners                   

- The targeted segment of the market                                                                                     

- The channel that is chosen to reach the targeted customers and the management 

of them                                                                                                                                                    

- The company's products and services that the customer needs, and the 

organization can offer him                                                                                                         

- The production and supply chain strategy of the offered products and services 

Business model innovation is about trying to think innovatively about the above 

decisions and avail from the changes. Nowadays, there is a shift from the ‘’old 



 

17 
 

fashioned’’ product innovation to the concept to business model innovation. This 

happens because the organizations, through new technology, can sell everywhere in 

the world specially to emerging countries, and this intensifies the competition. 

(Prahalad, 2010)  In order to succeed in having as targeted market the entire globe 

they have innovate their business model.  

Innovation in the business model is very complicated as it includes more strategic 

changes than other innovations and leads to a strong and ideal business model that 

is difficult to be beaten by an innovative product or copied by a competitor. This is a 

superior advantage and also the reason that there is a shift from ‘’old fashioned’’ 

product innovation to business model innovation (Chesbrough, 2007).   

One factor that facilitates business model innovation is the flexibility of the 

organization and a way to achieve this is making it more adaptable to changes of the 

environment and by reducing the complication of its design (Bock, Opsahl and 

George, 2010). Other useful factors for innovation of the business model are good 

information about the market, the customers and the competition and also creativity 

for implementing new ideas (Teece, 2010). The usual way of increasing the profit of 

an organization is about investing in innovation on products and services but this 

requires money to be bind, and the future outcome is uncertain. Having the same 

business model for years leads to not adapting to the environmental changes and 

into missing opportunities that are arising (Amit and Zott, 2012). When a company 

uses business model innovation is growing in a faster pace than the usual product 

innovation, as it enables opportunities of future value and it gives to the 

organizations that implemented a comparative advantage of being ahead. 

There are three crucial processes to moving from the old to the new model and 

these are experimentation, organizational leadership, and effectuation. 

Experimentation is about forming and testing new ideas on business model and then 

correcting it and trying again. Chesbrough (2010) considers this way as the more 

suitable for validating a model. Through this process learning is achieved, and with 

the gained knowledge the business model is made more complete and robust. As 

said before, information about the market is very important and the organization 

should make market analysis and research in order to gain useful data for the new 

business model. Decisive role has the top management to the transition to the new 

business model as it is the leader’s responsibility to inject he innovation culture and 

into taking part into the innovation process. 

The ability of creating new innovations in the business models has more value that 

creating innovation in the products or implementing new technologies. There are 

many examples of companies that had in their hands superior technologies but 

lacking the proper business model failed to use these technologies to gain advantage 

over their competitors. And organizations with a suitable business model and of 

mediocre innovation products succeed in their markets. A new concept has arisen in 

the recent years, the one that places the customers at the center of the focus as they 

can be the source of information regarding, needed changes in the product or new 
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market trends. Afterwards analyzing this information, changes on the business 

model should be designed and implemented (Wirtz, Schilke and Ullrich, 2010).   

 

2.11 Disruptive innovation 
 

Disruptive innovation is the type of innovation that uses a smaller organization with 

fewer resources and it makes possible to challenge bigger well-established 

organizations (Christensen, Raynor and McDonald, 2015). There is a dilemma about 

if an organization makes the right choice to concentrate its efforts and resources to 

the main market and then come an organization with a technology that disrupts the 

market making the first organization to lose in the competition. This situation is 

named the market myopia phenomenon because the organization can innovate in its 

product in order to make it more competitive but without having the disruptive 

principle. 

A disruptive technology is the one that has innovation in different elements than the 

ones that were assumed to be most important for the customers (Christensen, 

1997). Usually it takes some time the new disruptive product to actually be superior 

than the existing as there is a process of improving its elements and eliminating its 

flaws. When it come to the level that is better than the others, is starts to gain 

market share and the other products are failing in sales. There are two types of 

disruption, the low and the high end. The low end disruption when the new product 

is simpler and cheaper than the existing and the high end when it has more or better 

features that are different from the features that were considered as important 

before (Christensen and Raynor, 2003).  

The more useful way to research this phenomenon, is from the market perspective 

and not from the technology view. Having this principle, the organization should 

develop the suitable framework that gives it the capability to recognize market 

trends and also to try to use this information and try to find a technology that is 

suitable with the forecasted trends (Corso and Pellegrini, 2007). A method of dealing 

with disruptive innovation is by having spin-off companies that will have small size 

and also that are autonomous on designing their strategy. This method has the 

advantage of distributing the available resources between the main organization 

that makes an effort of competing in the mainstream markets and the spin-off that 

try to establish new markets (O’Reilly and Tushman, 2004). There is a distinction for 

disruption, the market-driven and the technology driven. The technology driven is 

originated from the R&D department and creates a market opportunity. On the 

other hand, the market driven comes from changes in the value and proposition 

(Corsi and Di Minin, 2013).  

Usually, the well-established companies are not flexible and it is not easy to be 

influenced by the environment. Also they are reluctant on trying something new that 
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has not been proved that it will create value (Christensen, 1997). The new entrants 

in a market have advantage and usually succeed into creating disruptive innovation 

while the well-established ones dominate into mature markets (Christensen and 

Raynor, 2003).  

 

2.12 Top down vs bottom up 
 

When there policies are implemented, a dilemma is arised about what approach is 
going to be used, the top down or the bottom up. The top down approach exists 
when the top management makes the decisions without input from the employees 
from the lower levels of hierarchy. This has two significant drawbacks, first the 
employees feel unimportant and ignored and second some good ideas and 
suggestions are not taken into consideration (Roderick McInnes, 2016). Sometimes, 
and especially when innovation is the goal, the bottom up approach has great 
advantages. Innovation needs participation and depends on ideas of employees of all 
the levels of the organization and the bottom up approach is suitable for this. The 
blend of the two approaches is the most effective solution, the top down when 
giving clear direction for the organization and the top down when making the plan 
and getting feedback about how to achieve the goal (Nick Aderson, 2014). 
 

 

 

 

 

 

 

3.Method 
 

This chapter contains the thinking behind the choice of the method of performing 

the required research for the thesis. At first the process and the thinking behind the 

design of the research method is presented and explained. Next, the data collection 

method is analyzed and details of the process are shown and then some thoughts 

behind the data analysis are following. In the end, there is a discussion about the 

evaluation of the method of research that was selected and a defense of its quality is 

presented.  
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3.1 Design of the research method 
 

The research method that was selected, is the case study method, as the question is 

how and why innovation policies can fail and a case study is suitable when the 

research question is how or why. Also other two characteristics that prove the 

suitability of the case study are first, the fact that the researcher cannot influence 

the results and also that a contemporary set of events exist (Yin, 2013). Moreover, 

case study is a right choice as it is flexible due to the reason that many types for data 

collection can be used (Yin, 1989). It is important to notice that the case study 

method has not the use of giving answers to the research questions completely but 

contributes in the collection of suitable data that with the combination of theory the 

questions can be satisfyingly answered. 

There are two possible ways of research method the quantitative and the 

qualitative. The quantitative method uses surveys to collect data. This method has 

some drawbacks, one of them is that as it is inflexible, the survey should be very well 

prepared because once it's done there is not ability to correct some ambiguities or 

omissions on the questions of the survey. Another drawback is that it can provide 

just a glimpse of the subject and with the information that is gathered, a meaning of 

why the outcome is what it is, is very difficult (Gable, 1994). The qualitative method 

has more probability on understanding the research subject and on generating 

theories about the current settings. That is the reason that this method was 

selected. Of course this method isn’t perfect as it has been accused for the risk of 

interpreting the data that is gathered not correctly and that it can have errors due to 

results being random (Kerlinger, 1986). 

The process that was used is based on classical qualitative process that Bryman 

(2008) described. First of all, the research question should be framed by the 

researcher and then there should be a review of related to the question literature. It 

is obvious that the greater amount of literature that is reviewed and the more 

different theories are presented the better it is. The next step is the data collection, 

which in this thesis is based on interviews of employees. 

 

3.2 Data collection 
 

The data collection was focused on two case companies, due to anonymity reasons 

they will be named company A and company B. The companies selected for the 

research were picked based on the fact that they made efforts to transform from 

well-established companies to companies that rely on innovation at a great extent. 

They are companies that exist for some years, multinational and one focuses on 

services and the other one on products. The selected two case companies were were 

used as complementary cases as they both had issues with the innovation principles 
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during their transition and they were making efforts to eradicate them. The 

following assumption was made, during the data collection, that there were not any 

important external factors that affected the innovation policies or the innovation 

performance. 

The interviews were based in the semi-structured model because this model has the 
benefit that not only it has been prepared with a number of questions in order to 
serve the research goal but also it gives the choice to alter the questions depending 
on the answers that he gets or to focus on a topic that will arise during the interview. 
The list of questions was formed by the following process. First, form the related 
literature that was gathered, the key principles and requirements of innovation in 
businesses were written down in a list. Also documents of the organizations related 
to innovation policies and to the transition of the the two case companies were 
asked and were delivered. The combination of these sources was used to form the 
questions about the innovation policies and their potential failures. The questions 
were examined first by the managers of each company that were accountable for 
innovation and their feedback was used to modify them to more suitable and 
targeted in order to contribute the most to data collection. Another useful task 
before interviewing was to decide what will be the goal of the interviews and what 
was expected to be the outcome of them. 
 
Bellow the thinking behind the certain questions that were made will be analyzed. 
First, a question about the comparison between the pro and the post innovation 
principles era was decided to be made. The answers could give a view of the 
employees about what they have seen has changed and how had affected them. By 
this it could be seen  what has really changed and it could be compared of what it 
was designed to change and also if some impact of the policies have been foreseen. 
Another one was made about the opinion of the achievement of the goals of the 
transition and with this information about awareness of the goals by the employees 
can be given and also about their sense about the achievement. Next one was 
related to the understanding of the importance of innovation and it was done so 
that the level of alignment can be recorded and to check if there was enough 
provision for explanation about it.  
 
Also the employee’s opinion was asked about who was responsible for innovation in 
order to see if there had a clear framework in their minds about innovation in their 
organization and to see if they knew where to adress if they had any issue about it. 
Next, questions were made about some basic principles of innovation like 
measurement, sources and the rewards system, By these questions, an idea about 
how the innovation policies were adequate for their mission could be recorded and 
also if they were effective and if some problems that they weren’t expected were 
caused by them. After, there was a question about the leadership style and its 
contribution to innovation, wanting to know the level of the involvement of the 
leaders to the transition and if any mistakes were made by them. Lastly, the function 
of the organization was asked to be reviewed, in order to record the effect of the 
policies on everyday work and to recognize some drawbacks of the innovation 
transition.  
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The interviews were made to four employees from each organization and the 
desired employees to be interviewed were contacted and after their agreement for 
this, the questions were given to them earlier, so they would have time to search 
maybe for something that they could answers instantly and also to make them able 
to see what was the general purpose of the interview. The interviews were made 
face to face, in order to be easier for the interviewee to answer in a friendlier and 
not formal way. Also the interviews were planned to have duration of about thirty 
minutes, having in mind not to derange the employees schedule, but in some 
occasions, where extra clarification questions were needed, they held around forty-
five minutes. All the interviews were recorded as it would be better the time of the 
interview to follow their thoughts and not be occupied with something else. After 
the recording, they were transcribed and each of them took about five to eight 
pages .In total for the first company there were 24 pages of answers and for the 
second company there were 30 pages of recorded answers. 
 
 
Except from the interviews, documentation coming from the two case companies 

was used in order to strengthen the validity of the case study. Some of the 

documentation was related to the design and the implementation of the two case 

companies. In each company, in order to decide what and how innovation policies 

could be implemented there were working groups consisting of managers of many 

departments that were had meetings for at least six months.The document of final 

conclusions of these working groups was examined which was 15 pages for the first 

company and the other’s was 23 pages. Also during the implementation project 

there were documentation related to project management that was consisted of a 

document for each company one of 10 and the other of 14 pages that described the 

processes step by step along with comments related to the implementation. 

Also, reports by the internal audit department of the internal evaluation of the 

innovation policies were used, helping understand the effectiveness of them and 

their potential weaknesses. These reports, for the first company were four quarterly 

reports of 10 pages each and for the other there were again four quarterly reports of 

15 pages each. 

 

 

3.3 Data analysis 
 

The strategy that was used for analysis of the case study’s data was about first 

exploring the obtained without having in mind any theoretical propositions. Then, 

after have carefully examined the data, some relation with the theory or a key 
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concept can appear. It is a qualitative research and with the right analysis and an 

inductive approach some concepts that are interesting can be raised. 

The method of explanation building that Yin (2013) presented was used and it 

included exploring the information that was collected from the interviews and then 

trying to build an explanation using the theoretical framework. The task of finding 

how and why something has happened can lead to recommendations for future 

actions in order to adapt successfully to possible future situations. There are dangers 

using this method, as Vaughan (1992) explains, the possibility of going off the 

original topic or having a bias that will alter the explanation.   

 

3.4 Evaluation of research method 
 

Validity in general is about the ability of the frame of the research to answer the 

main research question (Bryman and Bell, 2007). According to Yin (2013) there are 

four means to prove the quality of the research. The first is the construct validity 

that can be achieved by using many different sources of data and by comparing the 

collected data to the propositions of the theoretical framework. The second is the 

internal validity that is strengthened by recognizing relationships of cause and effect 

between the variables of the research. The next one is the external validity is 

achieved by using the outcome to construct a different case. It has to do with the 

ability of the framework to be used into another case. Lastly, is the external 

reliability that is satisfied with suitable preparation such as the recorded interviews 

that help to prove to external factors the reliability of findings. Also, it is about the 

ability of the research methods to give the same result in consistency (Neuendorf, 

2002) To ensure that, the entire interview questionnaire and the propositions were 

designed based on the theoretical framework. Also all the interviews were done by 

the same person with the same material.  

 The issue of trustworthiness of the outcome was taken very seriously and to ensure 

that the method of triangulation was used as resources of data were from interviews 

of a range of employees from many different levels of two organizations. In general, 

in order to follow the triangulation theory many sources should be used as long as 

many different researchers, methods and different ways of thinking should be 

examined. Also documentation coming from the two case companies was used to 

ensure the trustworthiness and validity. Another, method that was used was the 

member checking strategy. This involves, the assessment of the analysis to the 

persons that were interviewed in order to get feedback about the correlation 

between the outcome and the reality that they experience.  

After an initial analysis of the data that was written down, it was examined by a 

consultant with experience in innovation and his thoughts about the explanations 
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that were found, were taken into consideration for the final analysis. By this process 

the credibility of the research was ensured. 

There would be some objections regarding the selected companies, as someone 

could complain that they were selected on purpose to have a desired outcome. This 

argument can be defeated by the fact that the selected questions were formed in 

such way that gave space and freedom to answer and also that any answer was 

recorder and was taken into consideration into the research findings. Also the 

literature that was selected to support the research was wide and enough to support 

the research. 

 

 

 

 

 

 

 

 

4.Empirical findings 
 

 
This chapter contains a brief view of the data that was gained from the interviews 
and the gathered documents from the organizations. 
 

A question about the differences in their daily work between the previous state and 
after the implementation of policies, was made. The most common answer was 
‘’there is a conflict between our everyday tasks and those tasks regarding innovation 
that appeared recently in our duties’’. The interviewees described that in the past 
they followed the principle of ‘’business as usual‘’ meaning that they cared only for 
everyday tasks and didn’t have anything else in mind. After the transition through 
some processes, specially designed to promote innovation, they had to try on 
improving their organization’s function and their products. These processes, they 
explained frustrated, were supposed to be formulated in such a way that they 
engage employees in questioning the usual thinking and acting and they make easier 
to suggest changes. But this didn’t happen and as one said ‘’sometimes this 
processes consume my time that first of all, doesn’t allow me to complete my 
everyday tasks and then as a result these tasks seem to me as undesirable as they 
added extra complex work to my routines’’.Moreover from the provided documents 
related to the design of the innovation policies there is nowhere mentioned any 
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consideration related to the effect of the policies on time management of 
employees. 
 

Another question that was made was about if the procedure of the transition to a 
company focused in innovation has completed its goal. There were answers like this: 
‘’I am not sure if it has succeeded and i don’t think innovation has a specific goal to 
be achieved’’ and also some of them have said that it wasn’t easy to see if it has met 
the expectations that were made when the transition was designed. Others have 
stated their personal opinion about the success like the following response: ‘’I am 
not optimistic about its success, as the important aspect in innovation is the 
continuity and i have doubts that the concept won’t weaken in the future’’. Also it 
has been recorded from upper level employees, the fact that most of the employees 
are impatient and they were discouraged with not seeing immediate results. 
Furthermore, from internal evaluation investigations it was extracted the finding 
that the personnel didn’t have a clear view of the goals or the level of success of the 
innovation principles. 
 

There was also a question about if a sufficient explanation about the importance of 
the innovation was provided to them and if there were convinced about it. As an 
employee mentioned: ‘’the innovation policies had been started being implemented 
without all the my colleagues had been informed and persuaded about the value of 
innovation, especially those from the lower levels’’. Also there were answers 
revealing that they mistook the innovation concept as a top management’s excuse 
for more bureaucracy and control over their work and an employee has confessed 
that this made him hesitant on changes.Moreover, a manager has stated that: ‘’The 
effect of innovation isn’t clear to employees of my department and surely they 
aren't aware about its connection with the survival of the organization.’’ Also his 
explanation was that due to this vagueness many were cautious and waited to see 
the benefits from innovation philosophy and if it the extra and more complex 
processes worth. 
 

One more question that was answered,was about who they believed that had 
responsibility for innovation in their company. Some of them responded that the top 
management plays the most important role into bringing and maintaining innovation 
into the organization. As one has mentioned: ‘’as the top managers have the full 
power and authority to move things they have also the responsibility’’ At the same 
direction another one argued: ’’Obviously the top management, because they act as 
leaders and employees follow their directions.’’ There were also contrasting 
answers, for example one told that the mid-level managers are the most 
accountable as they are the connection between the top managers and the lower 
level employees and so they have a complete view of what is happening in the 
organization. Lastly, one more differentiated from the previous  employees has 
answered: ‘’ As any kind of policy, not just the related with innovation, the  greatest 
responsibility relies on every employee and everyone from his position should make 
effort to achieve innovation’’ 
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They were also questioned about if they believe the methods of measurement of 
innovation helped innovation to be strengthened. A common first response was that 
it is a process that surely needs redesign, and referring to the measurement of 
innovation because it wasn’t sufficient ,at their opinion, to recognize the value of 
innovation. For example, one explained: ‘’There is an issue on ongoing projects, 
because the financial benefits can only be estimated and not measured.’’ Another 
one has stated that: ’’Some innovations, are extremely difficult to recognize the 
added value that they can offer to the product and thus their importance isn’t easily 
visible.’’This difficulty was also found in an internal evaluation document regarding 
innovation performance and it was reported as a issue needing careful 
consideration. Also one interviewee have complaint that as a result, innovations that 
needed many resources and that  could have great impact on sales in long term, 
were lower in the priority than ‘’lighter’’ in resources innovations that they had slight 
difference in added value. 
 

Also, they were asked about the available sources of innovation that were needed to 
complete the organization’s innovation philosophy. Some stated that they couldn’t 
prioritize the sources of innovation that they were going to use, from the available 
ones because it was usual that every source can lead to a different innovation path 
than the other. For example, one has reported: ‘’It is difficult and stressful for me to 
choose what source is more reliable and what to leave for another time.’’ Another 
problem that has been mentioned, was an issue with the communication between 
the department with the duty to recognize the trend of the markets and with the 
R&D department which could use this information and try to satisfy the rising needs 
with a new technology. The information wasn't flowing in a satisfying way and a 
good one has a source of ideas for innovation was lost and as one has stated ‘’ it is a 
pity, two departments of the same company can’t communicate satisfyingly, leaving 
the organization losing chances of great innovation ideas’’. Lastly, from documents 
from the design of the policies it was extracted the fact that a detailed plan of the 
information flow with strict procedures between the departments was not made, 
but only some theoretical propositions of communication.  
 

The interviewees reported some issues regarding the reward system that was 
established in order to promote creativity and innovation. The first is about 
competitiveness and about not promoting collaboration within the team and as one 
employee have stated: ‘’My colleagues in order to take the reward for an idea, or an 
innovation they have created they act selfishly without thinking as a team’’. A 
common sense of the answers was the fact that a short-term thinking dominated the 
organization, focused on chasing just the recompense and not thinking based on the 
organization’s long term goal.  Also, it was recorded that a feeling of injustice has 
been raised, for instance one has mentioned: ’’The selection of the  employees that 
are rewarded is unfair sometimes, as it is not easy to determine who had done the 
most in the project and who had originally the idea.’’ Moreover, from internal 
evaluation documents it was found that injustice of the rewards system was one of 
the top complaints of the employees. It was recorded that the factors that managers 
selected the innovations to be rewarded, were not clear to the employees and many 
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who had seen their work not being acknowledged felt underprivileged. Lastly, at an 
audit report, it was written as a conclusion that the rewards system couldn’t offer 
much, as it made things more complex and the meaning of innovation is lost due to 
the system as the rewards become the center of attention and it was suggested to 
fully abolish it. 
 

There was a question about the leadership that revealed that some negative impact 
appeared due to the transformational leadership style. There was reported that after 
the  first communication about the vision of the organization there weren't frequent 
updates about the progress and also there wasn’t any briefing regarding the role of 
the employees in achieving the goals. This, as most of them have admitted has 
caused loss of interest in participating into making the vision a reality. Also they felt 
alienated from the top management and as one of them has said: ‘’I, as employee 
don’t feel important for them, they don’t care about me as they don’t inform me 
satisfyingly’’. Moreover, it has been revealed from the answers that there was lack of 
clarity about what the personnel have to do for their position. For instance one 
manager stated: ’’I have not being guided by the leader in a sufficient way, and i am 
not informed enough about what i am responsible for and what is expected of my 
departments.’’ As a result, it has been recorded, that they couldn’t plan their actions 
and the personnel didn’t know what to do. 
 

Moreover, they have answered about how they saw the changes in the function of 
the organization. There were interviewees that stated that there were issues 
regarding the process of changing the business model as it included experimentation 
and then evaluation and implementation. The drawbacks of this, as it was reported, 
was that the constant shift in the process caused issues and as one have complained 
about this: ‘’It is not clear who is making the small decisions in the new way of 
working and this have caused me delays into completing my everyday tasks and it 
makes me worry about the effect on my performance.’’ Another flaw of the process 
as the majority of the employees that were interviewed have showed, was the fact 
that they weren’t questioned about the changes of the model as it was a decision 
just from the top management. This caused the employees feeling not participating 
into the project and thus not important for the organization. Also there was 
disappointment because some problems that appeared into the new model could 
have been avoided, if their opinion was taken into consideration and one had 
wondered: ’’Managers don't know all the details of the tasks of my position, how 
they can design new processes regarding my work without asking my opinion?’’. 
Lastly, from the documentation related to the design of the policies it was found that 
there weren’t any opinions from the lower level of the staff taken into consideration 
but just some middle level managers and of course the top management 
participated on the process of design. 
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5.Data analysis 
 

This chapter is about the analysis of the data that were collected from the interviews 

and the documentation. 

5.1 Issues related to leadership 
 

The gathered data has shown that the vision from the top management hasn’t been 

communicated in a sufficient way to the employees. As Whitehurst (2016) insists, is 

very important for a leader, in order to conduct the transition to new era to improve 

his overall communications skills. It would have been ideal, the vision to have been 

transmitted to the employees and they have been informed about the necessity of 

innovation and their responsibilities related to this goal. As the interviewees weren’t 

convinced about the necessity of innovation for the survival of the company, they 

were reluctant to changes. This situation hardens the effort of transforming a 

company to the desired goal, in this occasion being an innovative one. This also has 

the effect that the staff becomes just a pawn waiting orders and that it will obey 

blindly rather being an active participator in the project. 

Another setback, was that there were no updates about the effect of the innovation 

principles being communicated in order to show its value. By this, the staff can’t 

recognize what is the contribution of innovation and moreover what is expected to 

be the result from the innovation policies. Also the responsibility of innovation was 

vague who hold it, and thus confusion existed as no one had the accountability for it 

and there was danger the innovation policies to languish. 

By the above issues, it is shown that the successful innovation policies can’t be 

effective if they are not communicated in a sufficient way. But except from this, 

disappointment is likely to be present among the employees as they could feel 

alienated from the top management and its way of leading the organization. The 

creation of the vision is responsibility of the top management but the suitable 

communication of this is the responsibility of the managers of different levels. If they 

complete this task successfully, alignment can be achieved and meaning can be 

found in this process by the employees of the organization. 

Dubrin (2013) mentions that a prerequisite of a charismatic leader is to possess 

masterful communication skills. Also, very important is engagement to be achieved 

as it can contribute a lot to the achievement of the organization’s goals (Jim Harter, 

2010). Engagement, can have substantial impact on the success of the innovation 

policies, as it makes the employees active participants. By this, not only they follow 

the policies but they try to make them better by giving feedback of what is effective 

and what’s not. Feedback is of great importance for the managers and leaders as it 

enables them to evaluate their choices and correct them if necessary.  
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5.2 Issues related to rewards 
 

Rewards systems, are incentive system that define the desired goals and give 

motivation to the employees on achieving them (Merchant, Van der Strede, 2012). In 

our thesis the rewards systems were evaluated through their relation on innovation 

and from the interviews some issues have been identified. As a reward system has 

the power to change the behavior of an employee in the organization improving 

substantially his performance and creativity (Edwards, 1989), great emphasis has 

been given to it. There has been an unofficial race between the individuals and the 

departments to achieve the innovation goals and subsequently to gain the rewards. 

From the first glance this was a good thing but in the long term it had some negative 

impact. This race affected the communication between the team or the departments 

causing delays in projects and making problems more often to appear. It is crucial for 

an organization to have an effective communication system in which information is 

able to be transferred easily and freely. If there is not a sufficient flow of 

information, then the innovative potential of the employees is wasted (Somech, 

2006). 

The rewards that were given to certain innovations, weren’t justified enough in 

order to be clear to the employees what is the expected outcome from the 

organization and so they have an example to follow. One main use of performance-

dependent rewards is informational, that is to make clear and known to the 

organization what is valued as important and thus what are the desired goals to be 

succeeded (Merchant, Van der Strede, 2012). Also, as there was difficulty in 

identifying who offered and in what level in a project related to innovation, the 

rewards given, sometimes complaints about injustice and effort not being 

acknowledged existed. Equal treatment has significant value as it strengthens team 

spirit (Sheppard et al, 1992) and justice is contributing to job satisfaction, 

commitment and trust to the organization (Baldwin, 2006). This situation caused 

issues about the relationship of the employees with the organization and between 

them, resulting into harming their work environment. 

An interesting and surely unexpected finding was the conclusion of an audit report 
that suggested that reward system had too many negative impacts without any 
tangible positive effect and it was not due to a bad design of the system but the 
entire notion of rewards not well structured. This comes to direct opposition to the 
theory by Eisenberger and Shanock (2003) that creativity that is being pushed by 
rewards has significant contribution towards on innovative performance. 
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5.3 Issues related to measurement of innovation 
 

In order the managers to have an understanding of the quality of innovation in an 

organization and its effect in business goals they find ways of measuring innovation. 

The method of evaluation of an ongoing innovation project was reported not being 

sufficient enough. This has led on pausing projects that could have been very 

important for the organization but their reported value was considered low. The 

truth is that is extremely difficult and risky to estimate the value of a future 

innovation regarding also the market trends (Mankin, 2007). Also, it is known that 

data related to the outcome of an innovation are almost impossible to define and 

predict for a future time (Christensen et al. 2008). Another effect of the wrong 

evaluation of innovation projects was the formation of a priority of projects that also 

led to wrong allocation of resources.  

A cause of the not satisfying innovation measurement was that there was not 

multidimensional but only took into consideration financial factors. It is necessary, in 

order to measure an innovation, to evaluate many different factors like innovation 

strategy, the market, the needs of the customer, organizational culture and 

leadership and other factors (Adams et al, 2006; Crossan and Apaydin, 2010). 

Another issue that was found, was the fact that innovations that were not radical 

and not much resource-demanding were selected as priorities as they could bring 

financial return with less risk and with less effort from the organization. Due to the 

differences in risk and the time that they will pay of, in the two types of innovation 

radical and incremental there is an obvious preference on the second type 

(Christensen et al. 2008). This state has as an aftermath, the fact that disruptive 

innovation isn’t possible to be created by this type of organization, making it 

vulnerable to disruption being founded by a competitor. Moreover, it is true that 

companies are unwilling to try something that it is not proven that it will create 

value. 

 

5.4 Issues related to transition to the new state 
 

Business model innovation is a type of innovation that is about innovating changes in 

the framework of function of the organization. This could affect the way of working 

or their perception about the organization for many employees. It causes 

derangement of the usual environment that the staff was used to and for this reason 

it made, as was recorded from the interviews and extracted from documentation 

negative thoughts and reluctance to appear. Also, it was stated that some things 

related to innovation policies weren’t designed satisfyingly and without the affected 

personnel participating in the designing, causing many implementation issues.  



 

31 
 

Some key characteristics that contribute to successful innovation of business model 

are the effective communication, active participation and the willingness of 

experimenting (Cruceru, 2014; Chesbrough, 2010). Active participation means the 

employees are not only following instructions but also they have an active role and 

their opinion matters in the project. As it was reported in the interviews by not 

taking part, the employees had negative attitude about the changes and the 

innovation policies in general making the task of bringing innovation to the 

organization harder. By actively participating in the project can make the employees 

feel part of a group and this could contribute to a behavior and an attitude that is 

positive to the expected tasks and changes as Bem (1972) mentions and thus the 

innovation policies are easier and in a more smoothly way can be implemented. 

 

5.5 Issues related to training 
 

From the collected data, become obvious the fact that there was incomplete training 

of the staff, in order the innovation policies to succeed to the goals that were 

designed for. It was reported that the employees had a difficulty on using the 

necessary sources of innovation and this happened due to the fact that they were 

not given the right framework and tools to use them. Also, some new tasks related 

to innovation was added to their daily routine but they didn’t know how to handle 

them in combination with their usual tasks.  

Human resources development actions like training opportunities and performance 

management can create the appropriate conditions that will contribute to 

innovation (Sheehan, et al., 2014). It is important for a successful transformation, the 

employees to have the right abilities and skills and thus training and coaching has to 

be a priority (Westerman et. al., 2011). Creativity doesn’t appear from one day to 

another and just by the managers giving instructions, there has to be a suitable 

preparation for the personnel. Creativity training can motivate the employees and 

offer them encouragement that will contribute to their creativity performance 

(Burroughs et al., 2011). Moreover it is a fact that the more appropriate preparation 

through training the organization provides, the better the outcome related to 

innovation. Eisenberger and Selbst (1994) insist on the theory that the timely 

suitable creativity training and the provision of the required information about the 

expected outcome has as a result the making of more creative employees. 
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6.Conclusions and Implications 
 

It is normal when transition takes place or when just new policies are implemented 

some issues will emerge. As was shown from the data analysis above, indeed, there 

were problems related to innovation policies that caused difficulties in achieving the 

goal that were designed for, making the organization an innovative one. The issues 

that were found, belong at organizational, team and at individual level.  

At individual level, there was a problem with awareness for concepts related to 

innovation. Awareness is important as with the combination of knowledge an 

employee is qualified to acknowledge and to select the suitable tool and work tasks 

to complete his goal regarding to innovation opportunities (West et al., 2004). 

Another issue was the lack of dedication to the organization’s innovation goals as 

they weren’t convinced about its importance. It is well known that organizations 

with employees that are motivated have the ability to overcome problems and give 

solutions quicker than other organizations that don’t have this kind of employees 

(McGurk and Baron, 2012).  

Also there was a problem with the lack of knowledge that was required to 

innovation tasks. It is crucial, suitable training and education to take place in the 

organization, in order the workforce can contribute to goals that have to do with 

innovation. (Smith et al., 2008) As nowadays, intense competition that is grounded 

on knowledge exists between organization, knowledge and the tasks related to it, 

are of great significance as it is an ideal resource of innovation. (Bucic, 2012)  

Important negative factor that was mentioned in the interviews was the lack of time 

and problems related to time management. Lawson (2001) states that those who are 

fully occupied with their daily tasks are not able to be innovative or to deal with not 

expected request and opportunities. Time has to be available to employees, so they 

are able to deal and process the required information of an innovation project. 

(Anderson, 2011) 

At organizational level, a problem reported had to do with the environment and the 

climate that didn't promote innovation. It is common knowledge, that climate that is 

innovative is of decisive importance, as it motivates being creative and every 

organization will have profit by sustaining this type of climate. (Nybakk et al., 2011) 

When an organization, has a set of common accepted values, knowledge and rules it 

helps on all the employees being on the same page and as a result, the concept of 

innovation in the organization is positively influenced. (Hauser, 1998) From the 

interviews’ data it was founded that there weren’t all the employees on the same 

track about innovation. 

Moreover, there was a profound issue with the leadership and style and the type of 

management. One problem was that the leaders didn’t communicate the vision at a 

satisfying level and they didn’t act as a role model for the organization. It has great 
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value the efficient and constant promotion of innovation as it activates the 

employees. A transformational leader has an important role on creativity by the 

psychological boost that can provide. (Gumusluoglu and Ilsev, 2009) Also, managers 

were not decisive and were afraid of risk when they were dealing with a resource 

demanding or a disruptive innovation. This is known issue and it affects usually older 

managers which are not positive on long-term innovations in contrast with younger 

ones. (Ahuja et al., 2008)   

It was reported that the employees had problems with adapting to the new reality of 

innovation in the organization and sometimes they didn't know how to act. It is the 

manager’s duty to promote a flexible thinking, to be an example for others and to 

activate useful behaviors. (Marion and Uhl-bien, 2002).   

In the team level many issues were recorded regarding communication and 

collaboration among members of a team or among teams. The importance of 

communication is undeniable as it acts like a tool for spreading knowledge. (Yesil et 

al., 2013) The flow of information among the members of the organization is 

essential for innovation. Communication is a form of social interaction which is a 

prerequisite for collaboration. (Adamides and Karacapilidis, 2006) Collaboration 

between many departments is a standard process for an innovative company, so 

anything that makes collaboration more difficult at the same time disturbs the 

generation of innovation. When working on an innovation project the boundaries 

among the different team that have to collaborate are vague. (Aagaard and Gertsen, 

2011) 

Another factor that caused problems, was the lack of empowerment of the 

employees regarding the new policies of innovation and their role in them. It is 

natural when many changes occur in the way of thinking and working some 

employees won’t manage to adapt successfully. An empowered employee means 

that he is comfortable as innovator in his work environment. (Bright and Godwin, 

2010) When there is empowerment and support for an employee, he feels free to 

take responsibility for the innovation process. (Smith et al., 2008) 

The transition to an innovative organization and the implementation of innovative 

policies is a complex task that involves a risk of complications that will affect the 

performance of the employees and the organization in general. There should be a 

constant evaluation of the innovation policies in order anything that causes 

problems should be examined and eliminated. All the process, tasks and policies 

should be flexible so it can be changed in order the most suitable and problem-free 

formula for each organization to be able to be found. Of course the best treatment is 

prevention, so the design of the policies related to innovation should be carefully 

examined and with participation of the employees. 

A suggested future research is try to find ways that the design of the innovation 

policies could be more efficient in order all the problems on the implementation to 

be predicted and hopefully avoided. 
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Appendix A - List of Questions made in the Interview 
 

1. What are the differences between the previous and after the application of 

innovation policies era ? 

 

2. Do you think that the transition to a more innovative company has achieved its 

goals? And if it didn’t can you explain why ? 

 

3. Have you been offered enough explanation about the meaning of innovation to the 

organization? Did the explanation, convinced you ? 

 

4. As of your opinion, who has the responsibility for the concept of innovation in the 

organization ? 

 

5. Did the processes regarding measurement of innovation assisted in establishing 

innovation ? 

 

6. The sources that are required for innovation are satisfying in your organization ? 

 

7. Does the reward system for innovation works as it was planned and does it 

contribute to the general goal ? 

 

8. Do you think that the leadership through its action helped innovation to be 

promoted? 

 

9. How did the new policies affected the function of the organization ? 

 


